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(:ﬁ ANALYSIS OF THE CONSOLIDATED
S FY 80 ANNUAL PERSONNEL REPORT AND
FY 81 ANNUAL PERSONNEL PLAN

An Overview

1. Introduction

25X1

Following an evaluation by a team from the|
25X1 | )} in late 1979 a recommendation
was approved that line managers evaluate their own personnel
management practices within the context of a revised Annual
Personnel Plan (APP) as much as possible, They are required
to report to the Deputy Director of Central Intelligence through
the Director, Office of Personnel Policy, Plannin%: and Management

(D/OPPPM) the results of this evaluation. The team supported 25X1
this Agency program which provides for managers to review their

own personnel goals and achievements. D/OPPPM retains respon-

sibility for providing guidance to managers in their evaluation

efforts and for Agency-wide personnel management evaluation.

This overview represents in part a product of this OPPPM

responsibility., It reflects an analysis limited to those issues

and concerns tracked during Fiscal Year 1980 and/or projected

for 1981.

2. Agency On-Duty Strength

a. Over the past several years the Agency's ceiling and
on-duty strength (ODS) has continued to decline. The tide
turned slightly in 1979 and at the close of FY 1980 we experienced
the first gain in strength in some time. Pressures continue to
be felt, however, in meeting Agency staffing requirements, Certain
of the Agency's projected needs in some occupational areas will
be difficult to satisfy because of shortages in available
prospects. Managers also have expressed concern that '"personnel
hiring freezes" and the consequent shortfall of input could
adversely affect their ability to carry out their mission.

b. An analysis of the Agency's personnel mix over the past
few years shows the ratio of professionals to clericals has
grown slightly. Whether this is related to a programmed change
in requirements or reflects an adjustment to satisfying perceived
clerical needs by using professionals cannot be readily established.
(See paragraph 5 for additional discussion of this subject.)
Graph A shows the five-year trend in ODS Agency-wide.
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GRAPH A

3. Women and Minority

a., Continued efforts have been made during the past several
years to improve the ratio of minorities to white males in the
Agency. Each year managers are asked to emphasize minority
hiring and the Career Services have responded as minority
representation in the Agency has grown.

b. The Agency has had greater success in increasing the
ODS level of women and blacks than with other minorities., Con-
sidering the available personnel resource pool, however, this
is to be expected, Primary attention has been given to the
acquisition of professional (not clerical) level minority
employees, and Graph B displays the growth of women and minority
professionals in the Agency during the past five years. It is
clear that regardless of the intensity of effort given to the
matter the affect on the rate of improvement is only slight,
Of course, progress has been made and the hiring of minorities
remains a priority concern,
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( GRAPH B

WOMEN § MINORITY PROFESSIONALS AS PERCENT OF
AGENCY PROFESSIONAL ON-DUTY STRENGTH
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c. FY 1980 goals for the hiring and promotion of women and
minorities were not met in every instance, but achievements were
such as to suggest that we are still very much on track. 1In
fact the number of promotions of women and minority professional
employees has been proportionately much higher than their
representation in the Agency population as may be noted in
Table No. 2 as follows:
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C;E Table 1

ON-DUTY STRENGTH WOMEN & MINORITY PROFESSIONALS
FY 1979 AND FY 1980

% Professional ODS,

% Women Professional ODS GS-12 & Up
FY 79 Goal 17.49% 10.23%
FY 79 Achieved 18,09 10,22
FY 80 Goal 18,73 10.69
FY 80 Achieved 19.40 10.71

‘Black Professional 0DS

e

FY 79 Goal 4,22% 1,81
FY 79 Achieved 3.83 1.90
FY 80 Goal 4.56. . 72:39

FY 80 Achieved 4,2 2.28

o\

Asian American Prof. ODS

FY 79 Goal 1.92 : 1.79
(%Q FY 79 Achieved - 1.99 ! 1,92
FY 80 Goal 2.10 2,04
FY 80 Achieved 1.9 1,04
% Hispanic Professional ODS
FY 79 Goal 1.65 1.03
FY 79 Achieved 1.56 1.08
FY 80 Goal 1.89 _ 1.16
FY 80 Achieved 1.7 .62
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Table 2

PROMOTION RATES WOMEN & MINORITY PROFESSIONALS
: FY 1979 AND FY 1980

% All Professional
Promotions (Women)

EFY 79 Goal 22,37%
FY 79 Achieved 25.52

FY 80 Goal 27 .41
FY 80 Achieved 25.20

All Professiomnal
romotions (Black)

J ae

FY 79 Goal 5.90%
FY 79 Achieved 5.80

FY 80 Goal 6.34
FY 80 Achieved 4,71

% All Professional
Promotions (Asians)

FY 79 Goal 1.08%
FY 79 Achieved 1.93

FY 80 Goal 2.15
FY 80 Achieved 1.26

% All Professional
Promotions (Hispanics)

FY 79 Goal 2.46
FY 79 Achieved 1,98

" FY 80 Goal 2.55
FY 80 Achieved 2,19

SEORr
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% Women
Professionals Promoted

35.55

35.46

% Black

'ProfeSSionals'Promoted

138,50

30.52

% Asian

"PrdfessiOnaIS'Promoted

28.73

18.02

0

% Hispanic
Professionals Promoted

1A

33,57

34,61
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4, Professional Losses

a. Agency losses have exceeded projections for the past
several years. With Agency strength levels being reduced,
discontinued service separations made up a large portion of
Agency losses and these were not included in the projections.
Recognizing that sizable unanticipated losses impair our
recruitment program and could adversely affect Agency opera-
tions, OPPPM developed and made available to the Career Services
during this past year a modeling technique which should
substantially improve the accuracy of estimating personnel
losses.

b, Retirements appear to have begun to taper off (especially
those in the Operations Directorate) and this is shown in Graph C.
The state of the economy and other factors, of course, influence
loss rates and some fluctuation will occur without special
significance. The FY 1981 Annual Personnel Plan projects
approximately the same level of professional losses during the
current fiscal year as occurred in FY 1980, -

GRAPH C
"PROFESSIONAL LOSSES

APR APP
Actuals Projections
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5. Professional Gains

a. Agency professional employee assets are acquired through
direct hire and the conversion of other employees to professional
status. There is some conflict in approach between managers
who desire more external hires and lateral entry to assure '"fresh
blood" in the Agency and others who in the interest of affirmative
action, upward mobility, and career development stress internal
conversions. One concern shared by many managers is the pressure,
particularly during times of tight personnel ceilings and budget
controls to move many employees upward who are at best only
marginally suitable,

b. In FY 1977 management made a special effort to recruit
new employees (See Graph D). Since then the rates of external
hires to conversions have leveled off to its present 60-40 relation-
ship. During the past two fiscal years managers have projected
making only half the conversions that actually occurred. Nearly
one in twenty clerical employees convert to professional status
each year. The goal for FY 1981 conversions remains the same as
for the previous year and managers will obviously have to work
harder to keep the 1id on their clerical conversions if their
intent is to increase external recruitment.

GRAPH D -

EXTERNAL HIRES VS PROFESSIONAL CONVERSIONS
AS PERCENT OF PROFESSIONAL GAINS
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6. Professional Rotational Assignments

As shown in Graph E the number of inter-Career Service
rotational assignments for professional employees has been on
the increase, although this year the number has dropped somewhat,
In recent years top management has been concerned about the
adequacy of developmental experiences for managerial candidates
and, to meet this concern, increased the rotation of such
employees outside the employees' primary area of Agency service.
The Senior Officer Development Program was formally established
during this report period to both support the career development
of those selected as potential replacements for retiring managers
and to formalize a rotational assignment program, Should intra-
Career Service rotations be added to the number shown in Graph E
the percentage would jump to nearly ten percent. It appears
likely that this year's figures are representative and that
rotational assignments for professional employees will remain
close to or slightly below current levels in the next few years,

GRAPH E o

AGENCY PROFESSIONAL INTER-CAREER SERVICE
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7. Promotions

a. Promotion headroom has been ample during the past few
years as evidenced by the continuous rise in promotion rates
as shown in Graph F. The growth in the number of promotions
relates directly to the managerial emphasis given this program
during the past few years. The need to assure all employees
(including minorities) that opportunities for advancement do
exist in the Agency prompted Career Services to establish annual
promotion goals.

b. Increases in employee retirements also served to
accelerate the promotion rate, i.e., numerically 17 percent
more people were promoted in Fiscal Year 1980 than in 1977.
This occurred during a time when authorized personnel ceilings
were being decreased. Although promotion rates may vary con-
siderably from year to year it is doubtful that the promotion
rate will ever reach a much higher level than it did this year.
In this regard nearly one-third of the Agency's employees were
promoted during FY 1980, \ S

GRAPH F

AGENCY-WIDE PROMOTIONS :
AS PERCENT OF AVERAGE ON-DUTY STRENGTH
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8. Personal Rank Assignments

a. The policy permitting the assignment of Agency employees
to positions classified below their current grade level (without
taking a pay reduction) was introduced early in the organization's
existence. These assignments, known as Personal Rank Assignments
(PRAs), resulted from management's need for more flexibility in
moving people quickly from place to place to meet changing needs
and priorities. It was also recognized as necessary to permit
the permanent promotion of employeces stationed overseas
(particularly from the Operations Directorate) without requiring -
their immediate reassignment in mid-tour to a position at the
appropriate grade level. Generally speaking, for every PRA the
counterpart must co-exist, i.e., an employee must be assigned to
a position classified at a level higher than his or her current
grade level (without a concomitant pay increase). In this way
the authorized grade-points of Agency positions and personnel
remain in balance.

; b. Graph G, which shows PRA trends during the past five

years, does include supergrade personnel. Retirement possibilities
account for much of the drop in SIS PRAs, but a small increase

in the mid- to upper-grade range may be noted.

c. Over the years the number of PRAs grew and it was apparent
that managers were not closely monitoring the practice. The rate
of PRAs is at its highest level for some years although special
emphasis was given this past year to effect a reduction. 1In
their individual reports the Career Services address the matter.
OPPPM, of course, will continue to review personnel actions and
periodically inform managers of the status of PRAs in their area
of responsibility.
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GRAPH G

AGENCY PERSONAL RANK ASSIGNMENTS AS
PERCENT OF ON-DUTY STRENGTH BY GRADE GROUP
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9.  Employee Counseling Cases

a. Agency policy provides that employees, who for reasons
of poor performance, rank in the bottom three percent of the
group with which they are competitively evaluated will be
informed of the fact and counseled as appropriate., Agency
security interests and organizational effectiveness strongly
justify the practice of identifying employees who are experiencing
work difficulties so that remedial action may be considered.

b. Graph H shows the trend during the past five years to
reduce the number of problem cases of this kind. The record
suggests that a good success rate has been realized although the
case load rose slightly during this past year.
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GRAPH H

PROFESSIONAL § TECHNICAL COUNSELING CASES
RESULTING FROM COMPETITIVE RANKING & POOR WORK PERFORMANCE

Total Cases % No Action

Percent Cases No Action
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10. Employee Performance Appraisal

a. A new employee Performance Appraisal Report (PAR) was
introduced in the Fall of 1979, 1Its predecessor had been in
effect many years and rating levels on the average had risen
to a very high level and made employee comparative evaluations
more complicated. It was management's hope that the new PAR
would reduce the number of inflated ratings and better differen-
tiate performance levels among employees, |

b. Following implementation of the PAR, an evaluation program
was introduced to determine the impact this new system was having
in the Agency. This evaluation is still in progress, However,
preliminary findings have not been too encouraging. Rating
levels thus far under the new system proximate those of the old.
(See Graph I.) Currently, supervisors are being encouraged to
concentrate on reviewing and improving their performance standards.
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Approved For Release 2005/&1&25A-RDP82-00357R001000100002-2
12

25X1



25X1

-

Approved For Relgase 2005/08{t2; CiA-RDP82-00357RQQ4000100002-2

GRAPH I

EMPLOYEE RATING LEVELS
PERFORMANCE APPRAISAL REPORT
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Conclusions

The consolidated APR for FY 1980 indicates that in most
respects management's personnel programs are in good order.
Although the Agency has reduced in size, opportunities for
advancement continue to be excellent, Promotions are up,
minority hiring and development are continuing to grow,
employees are able to move about in the Agency, and the loss
of experienced employees is beginning to slow. Personnel
programs requiring the continued attention of management involve
the close monitoring of personal rank assignments within each
of the Career Services, and the effort to make the performance
appraisal process more effective. The evaluation of the PAR
is near completion and I shall report separately the results
to you and keep you informed of actions that are contemplated,
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